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ABSTRACT 
 
The initial objective of the research presented in this paper was to investigate HRM practices 
from a business process perspective. The paper first demonstrates the level of inconsistency in 
the field with respect to HRM models. The paper then develops the need for a more formal 
systems engineering based approach for modelling HRM practices from a business process 
viewpoint. The paper then goes on to describe the model developed for the HRM business 
process together with the methodology used to validate the model. The paper concludes with a 
discussion on the validity of the model, which further demonstrates the differing points of view 
in this complex and multidisciplinary field.   
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1. INTRODUCTION 
 
One may summarise that the 80s were all about automation. In the manufacturing industry 
FMS, FAS, Robots, AGV’S etc. were commonplace. The 90s were about people, as is evident 
in the development of TQM concepts throughout the 90s focusing on delegation, involvement, 
ownership, cross-functional teamwork, self-managed work’s teams and so on. The European 
Business Excellence model, together with other developments such as IIP in the UK, makes 
the role and importance of people, and the need for robust processes to manage people, 
explicit.  
 
Furthermore, the 90s were also about business processes. Since the seminal paper by Hammer 
and Champy [1] there has been a lot of work investigating and researching business process 
architectures and models. The CIM-OSA Business Process Architecture [2][3] classifies 
business processes as Manage Processes, Operate Processes and Support Processes (Figure 1). 
Within this architecture HRM is classified as a support process together with finance and IT.  
 
The European Business Excellence Model (EFQM) makes the customer-supplier link between 
operate and HRM practices more explicit by highlighting the need for robust HRM practices to 
support the business processes that deliver business results. 
 
The initial objective of the research presented in this paper is to investigate HRM practices 
from a business process perspective. The paper first demonstrates a level of inconsistency in 
the field with respect to HRM models. The paper then develops the need for a more formal  
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Figure 1. Business Process Architecture  
systems engineering based approach for modelling HRM practices from a business process 
viewpoint. The paper then goes on to describe the model developed for the HRM business 
process together with the methodology used to validate the model. The paper concludes with a 
discussion on the validity of the model.  
2. BACKGROUND 
 
Models for business processes have been developed by a number of researches. For example, 
Childe and Maull developed models of the operate processes using the IDEF0 modelling 
technique. Various other researchers developed more detailed models for these operate 
processes such as Order Fulfilment and Product Development. However, to date no one seems 
to have developed a business process model of the HRM business processes.   
 
The point of departure for this research was to examine HRM from a business process point of 
view, treating the HRM process as a support process providing critical support to the key value-
add (operate) process within manufacturing. 
 
The research started with a study of existing models for HRM which led to identification of 
some gaps in knowledge with respect the HRM models and business processes. 
 
In the literature, HRM models have been developed by Legge [4] Tyson [5] and Storey [6]. 
Table 1 shows their classification of HRM models. 
 
Table 1. Classification of HRM Models 
Legge’s Classification Tyson’s Classification Storey’s Classification 
• Normative • Normative • Conceptual 
• Descriptive-functional • Descriptive • Descriptive 
• Descriptive-behavioural • Analytical • Prescriptive  
• Critical-evaluative   
 
Legge has classified HRM models in the same way as personnel management models. She 
gave an example of Models for Normative models of HRM. From US sources such as 
Fombrun, et al. [7]; Beer et al. [8]; Walton [9]; Foulkes [10] and from UK sources Hendry et 
al. [11]; Guest [12]; Torrington and Hall [13], but she did not give a clear definition of her 
classification.  
 
Tyson gave an HRM perspective of different models. However, his explanation is also not 
detailed enough to understand his classification of HRM models.  
 
Storey, in his classification of HRM models, introduces the term “prescriptive model”. When 
he explained his approach, he defined prescriptive or normative model. In fact, based on his 
definition, there are no differences between a “prescriptive model” and a “normative model”.  
 
The problem is that none of these authors have given clear definitions of their classifications. 
To this end we have identified two sources of confusion in the literature: 
 
• Confusion over different types of classifications  
• Lack of clear definitions for each classification 
 
In the literature there is further confusion concerning HRM models and their classification. 
The most commonly referred to models for HRM include: 
 
• Michigan Model [7] which consists of two perspectives-  (1) The strategic and 
environmental perspective and (2) the human resource perspective (see Figure 2). The 
strategic and environmental perspective represents the relationship between human 
resource management and organisational strategy as well as the political, economic and 
cultural forces which affect them. They have interactive relationships. The human 
resource perspective provides a simple framework to show what the relationship should 
be between selection, appraisal, rewards and training and the effect on performance. 
 
 
Figure 2. Michigan Model of HRM 
 
• Harvard Model [14] consists of two parts- (1) the human resource system, and (2) a map 
of the HRM territory ( see Figure 3). The human resource system represents labour 
relations and personnel administration perspectives under four human resource categories, 
which are employee influence, human resource flow, rewards and work systems. A map 
of the HRM territory shows how the HRM is closely connected with both the external 
environment (i.e. stakeholder interests) and the internal organisation (i.e. situational 
factors).   
  
Figure 3. Harvard Model of HRM 
 
• Guest’s Model [12] involves seven policies for achieving the four main HR outcomes. 
According to Guest, these outcomes will lead to desirable organisational results. In this 
context it is similar to the Harvard Model, but has seven categories instead of Harvard’s 
four (Figure 4). Guest’s seven categories are broadly the same as Harvard’s categories. 
For example, the Harvard Model has human resource flow, Guest has manpower flow and 
recruitment, selection and socialisation; the Harvard Model has work systems, Guest calls 
these organisational and job design. Both models have reward systems. Guest has three 
additional categories, which are policy formulation and management of change; employee 
appraisal, training and development; and communication systems. 
 
 
Figure 4. Guest’s Model of HRM 
 
• Warwick Model [11] of HRM consists of inner and outer context and it places more 
emphasis on strategy. It is based on the Harvard Model, but concentrates more on strategy 
(Figure 5). For example, the Harvard Model has HRM policy choices which consist of 
employee Influence, human resource flow, reward systems, work systems and the 
Warwick Model has HRM context which consists of human resource flows, work 
systems, reward systems and employee relations. Both are the same. The Harvard Model 
has business strategy in situational factors, the Warwick Model has business strategy 
content and the Harvard Model has task-technology in situational factors part. The 
Warwick Model has task-technology in inner context. 
 
 
 
. Figure 5. Warwick Model of HRM 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Various aspects of these models have been summarised in Table2 
 
Models 
Aspects 
Michigan 
Model 
Harvard Model Guest  
Model 
Warwick  
Model 
Focused on Individual and 
organisational 
performance 
People HR and 
organisational 
outcomes 
Strategic change and 
development of human 
resource management 
Based on Strategic 
control, 
organisational 
structure 
systems for 
managing 
people 
Individual 
influence, work 
systems, 
rewards, human 
resource flow 
Four HR 
outcomes- 
strategic 
integration, 
commitment, 
flexibility and 
quality 
The processes of strategic 
and HRM change 
Concentrates on Managing 
human assets to 
achieve strategic 
goals 
Outcomes for 
people 
Desirable 
organisational 
outcomes 
Interactive relationship 
between business strategy 
and HRM  
Classification Normative Analytical Normative Analytical 
Contributes to HR (i.e. people) 
performance 
Individual and 
social well-
being and 
organisational 
effectiveness 
HR and 
organisational 
effectiveness  
Business strategy and HR 
strategy 
Approach  Hard HRM Soft HRM Soft HRM Hard HRM 
Contents The human 
resource cycle 
and strategic 
management 
and 
environmental 
pressures  
Human resource 
system and map 
of the HRM 
territory  
Policies for 
identifying 
human resources 
and 
organisational 
outcomes 
Strategic change and 
human resource 
management 
Components Organisational 
structure, 
mission and 
strategy, human 
resource 
management, 
selection, 
performance, 
appraisal, 
rewards, 
development 
Work system, 
human resources 
flow, rewards 
Stakeholder 
interests, 
situational 
factors, HRM 
policy choices, 
HR outcomes, 
long-term 
consequences 
HRM policies, 
human resource 
outcomes, 
organisational 
outcomes, 
Outer context (socio-
economic, technological 
political-legal, 
competitive) 
inner context (culture, 
structure, 
politics/leaderships, task-
technology, business 
outputs), HRM context 
(role, definition, 
organisation, HR output), 
HRM content (work 
systems, reward systems, 
employee relations), 
business strategy content 
(objectives, product-
market, strategy and 
tactics) 
 
Table2. Comparison of Various HRM Models   
 
 
Generally, there is confusion in the literature with respect to the definitions of different types 
of models. Storey [6] and Tyson [5] made a similar observation with respect to this point. 
According to Storey [6]: 
 “It is often not made clear whether a prescriptive model or a descriptive model or a 
conceptual model (is being used). Discussion became hopelessly confused because 
unsignalled switching occurs between all three.” 
 
According to Tyson: 
 
“ A major difficulty has been confusion over types of model being used: sometimes they 
are normative or prescriptive, sometimes descriptive or analytical.”  
 
Tyson [5] has also discussed the difficulties of applying these classifications (i.e. descriptive, 
analytical and normative).  
 
“The descriptive models have alluded to the way human resources management is 
conducted.”  Tyson states “Symbols depend for their meaning upon the context in which 
they are used. For example, the particular symbolic values employees attach to rewards 
are dependent upon whether there are changes in the relativities between the various 
occupational groups in the pay structure, when general pay raises are granted. In 
studying organisations, the research is looking for systems of symbols which are 
interpreted as much by the employees concerned as by management.       
 
For example, the Harvard Model of HRM [14] is described by Torrington and Hall [15] as an 
Analytical model rather than Normative or Prescriptive. At the same time Pinnington and 
Edwards [16] and Noon [17] described the same model as Normative.  Actually, the Harvard 
Model is made up of both normative and analytical elements. The literature contains 
numerous examples of this type of confusion which is further illustrated in Table 3.  
 
 Analytical Prescriptive Normative Conceptual Descriptive 
Guest  Pinnington&Edwards, 
Torrington & Hall 
Legge (1995) Storey (1994)  
Warwick Torrington & Hall 
(1998) 
 Legge (1995)  
Michigan  Truss (1999) [18] Legge (1995)  M
od
el
s f
or
 
H
R
M
Harvard Torrington & Hall, 
Lundy&Cowling(1996)[19] 
Storey (1994) Pinnington & 
Edwards(2000) 
  
Guest (1999)[20] 
 
 
e.g. Legge classifies 
the Warwick Model 
as a  Normative 
model 
 
Table 3. Classification of various HRM models by different authors. 
 
In this respect we have identified another source of literature confusion, i.e. the problem with 
allocation of various HRM models into a classification.  
 
It becomes somewhat surprising to the authors that, although the HRM community has been 
engaged in a vigorous discussion over different types of models as demonstrated above, no 
one seems to have attempted to apply the systems engineering approach and develop a 
business process view of the HRM process. 
 
So far in this paper, we have demonstrated that in the HRM field there are two fundamental 
gaps which are: 
 
• Lack of clarity on type of models (i.e. classifications) and their definitions. 
• Absence of a systems engineering based attempt to model HRM as a business process.       
 
This research goes on to address these gaps in the clarity of types of models by defining 
formal definitions for different classifications. Then expand on the work done to address the 
second gap as mentioned above, i.e. development of a business process model for HRM.  
 
3. HRM MODELS: DEFINITIONS 
In order to clarify this confusion, it was important to go back to first principles and define the 
meaning of different classifications.  
 
Normative Models of HRM 
Normative approaches reflect or establish standard ways of behaving. These values or norms 
set expectations for individuals and groups. Normative models of HRM are designed to 
authoritatively impose on others what should be the case and what should be done. 
Prescriptive research-based models make hypothetical claims that, if certain pre-conditions 
are met, then outcomes that are specified within the model will be achieved. The advantage of 
normative/prescriptive models of HRM, according to some researchers, is that they are more 
open to scientific testing, and that, when policies and practices are established in a way that is 
consistent with the model and integrated with the business strategy, this will lead to desirable 
outcomes for people and organisation [16]. 
Descriptive Models of HRM 
According to Pinnington and Edwards [16] descriptive models of HRM describe what HRM 
is and try to reflect exactly what has happened or is happening when it is implemented. Legge 
[4] subdivides descriptive models of HRM into two types:  
• Descriptive-functional  
• Descriptive-behavioural  
Descriptive-functional models state ‘what-is’ rather than ‘what-should-be’ the function of 
HRM. Descriptive-behavioural models state more precisely what are the actual behaviours of 
specialists and managers engaged in HRM activities. 
Analytical Models of HRM  
In the literature, the authors have not come across a formal definition of Analytical Model. 
According to the Collins dictionary, analytical means it refers to the use of logical reasoning 
about a subject or problem. Tyson [5] summarised that analytical models of HRM should be 
applicable to both cause and effect, both in terms of actions taken to influence the 
employment relationship as well as having a global theoretical basis.       
In summary, the Normative Model of HRM describes what should be the function of HRM in 
an organisation and what is good for business. The Descriptive model of HRM describes 
“What is” instead of “What should be”. An Analytical model describes HRM process, it’s 
causes and effects through the use of logical reasoning. Therefore, an analytical model could 
be Normative or Descriptive. 
4. TAKING A BUSINESS PROCESS VIEW OF HRM  
 
4.1. SYSTEMS APPROACH 
System approach originates from engineering design and computing.  It is used in areas of 
problem solving, design and control, and is based on Systems Engineering principles. It has 
been adapted to many different fields.  
 Checkland [21] has divided the Systems Approaches into two parts, Hard and Soft. 
The Hard system approach is concerned with  “What is required?” and “How it can be 
provided?”. It involves having well-defined objectives and structures where problems and 
relationships are accurately depicted. Information is used to formulate goals, identify 
problems, ascertain and evaluate options and, finally, to select and implement a rational plan 
to achieve the desired outcome.  
Soft Systems approach is more interested in the problem of managing and designing of a 
methodology for situations where objectives and problems are ill structured. Problem 
identification doesn’t take place at an early stage in the process. The focus is much less on the 
problem and more about defining what the system should do, how it should behave and so on. 
It refers to a problem situation with an emphasis on developing a conceptual model of how 
the system should operate [22]. 
HRM have been identified regularly Hard and Soft systems approaches in the literature. 
These approaches were detailed most clearly in the mid 1980s by two texts, the Michigan 
Model by Fombrun et al. [7] and the Harvard Model by Beer et al. [14]. 
Storey [23] has distinguished between hard and soft models of HRM with respect to the 
Michigan and Harvard models. He offers the following definitions:    
• Hard HRM emphasises the quantitative, calculative and business-strategy aspects of 
managing the headcount resource in as “rational” a way as for any other economic 
factor. 
• Soft HRM traces its roots to the human relations school and emphasises 
communication, motivation and leadership. 
According to Legge [4], the hard approach to HRM reflecting a “utilitarian instrumentalism” 
and a soft approach to HRM is more reminiscent of “developmental humanism”. Hard 
approach to HRM is identified by Harvard School [14] and Soft approach to HRM is 
identified by Michigan School [7]. Hard approach to HRM focuses on the crucial importance 
of the close integration of human resources policies, systems and activities with business 
strategy. In contrast, the soft approach to HRM, while still emphasising the importance of 
integrating HR policies with business objectives, sees this as involving and treating 
employees as valued assets, a source of competitive advantage through their commitment, 
adaptability and high quality (quality of performance, skills etc.). According to Beer and 
Spector [8] employees are proactive rather than passive inputs into productive processes; they 
are capable of development, worthy of trust and collaboration through participation and 
informed choice. 
Hard HRM focuses on the resource aspect of HRM. It emphasises costs in the form of 
headcounts. This places control firmly in the management hands. Their role is effectively to 
manage numbers, keeping the workforce closely matched with requirements in terms of both 
bodies and behaviour. In contrast soft HRM emphasises the human side of HRM. Its concerns 
are communication and motivation. People are led rather than managed. They are involved in 
determining and realising strategic objectives [24]. Table 4. shows Kamoche ‘s [25] hard and 
soft variants of HRM 
Table 4. Hard and Soft variants of HRM [25]    
Soft HRM Hard HRM 
Employees as a resource 
“People” issues 
Commitment (mutual) 
Integration / co-operation  
Qualitative / negotiation 
Employees as a cost 
“Market” issues 
Compliance 
Control 
Quantitative / rational 
 
As the one of the primary-objective of this research was to investigate the HRM practices 
from a business process viewpoint and to clarify the confusion in the field it was decided to 
take a hard system approach to modelling the HRM Business Process. The decision of taking 
a hard system approach to modelling the HRM Business Process is because it is more 
consistent with business processes approach.  
 
 
4.2. BUSINESS PROCESS APPROACH TO HRM 
 
Throughout the 90s, since the seminal paper on Business Process Re-engineering, [1], many 
organisations have adopted a business process based approach to management rather than a 
functional approach. 
   
 In this context, Process is defined as: 
 
“An approach for converting inputs into outputs. It is the way in which all the resources of 
an organisation are used in a reliable, repeatable and consistent way to achieve its goal” 
[26].   
 
“Process refers to the conversion of inputs (resources) into outputs (goods and 
services)”[27]. A business process is an end-to-end version of this definition, that is, its 
inputs are from outside the boundaries of the organisation, and its outputs are delivered to 
customers outside the boundaries of the organisation” [27]. 
 
Also, process is defined by Universal dictionary as “ a series of actions, changes, or functions 
that bring about an end or result” 
 
In the literature there are some comments about process and functional management 
approaches. They explain why a process-based management is more popular than a functional 
one. According to Repenning and Sterman [28], managers, consultants and scholars have 
increasingly recognised the value of considering an organisation’s activities in terms of 
processes rather than functions. The current popularity of the process approach stems from its 
ability to drive improvement within organisations. Starting with Total Quality Management 
(TQM) and continuing with Business Process Reengineering  [1], many recent trends in 
management focus on the process rather than the function as the critical unit of analysis for 
improvement. 
 
According to Armistead and Rowland [29] in order to understand functional and process 
trade-offs a model is needed to describe and discuss the polar differences between functional 
and processes-based management. They have summarised their model in Table 5.  
 
In preventing their argument they emphasise that functions still have a valuable role to play, in 
that they provide:  
 
• Centres of expertise in which knowledge and expertise in vital business skills can 
flourish. 
• Means of collecting and disseminating information from outside the company, which 
can be internalised and used to add value. 
• Opportunities for those within the business to advance without sacrificing professional 
growth. 
 
 
Table 5. Armistead and Rowland’s [29] comparison of functional and process   
   based approaches to management    
  
Dimension Functional orientation Process orientation 
 
Organisational Structure
  
 
• Hierarchical 
• Functional focus 
• Devolved 
• Process focus 
Operational Process • Owned by functions 
• Functional boundaries 
 
• Disconnected flows 
• Sub-optimised 
operations  
• Process-owned 
• Customer focused end to 
end 
• Simplified flows 
• Optimised for customer 
service, cost and efficiency 
 
People • Functional allegiance 
• Limited ‘sight’ of 
customer 
• Separation of specialist 
skills 
• Individual focus 
• Process allegiance 
• Customer-focused 
 
• Integration of skills 
 
• Team focus 
 
Technology • Discrete in functions 
 
• Measurement of 
functional objectives 
• Loose connection of 
planning and control 
• Integrate in processes 
• Basis for process 
measurement 
• Planning and control for the 
process 
 
Communication • Vertical orientation • Horizontal orientation 
 
Culture • Front-office/back-room 
divide 
• Functional baronies 
• Language of disciplines
• Customer focus through the 
process 
• Process ownership 
• Language of service 
delivery 
           
 
This view is supported by Hammer [30] who states that although processes are critical, 
functions are also necessary. But for process-based enterprises to work, the power base needs 
to lie with the process, where the function plays a training and development role. 
 
Since the influential paper by Hammer and Champy [1], there has been much work 
investigating and researching business process, architectures and models. ESPRIT 
Consortium AMICE [3] and Maull et al. [2] developed the CIM-OSA architecture for 
business Processes.” The CIMOSA architecture provides a useful high-level framework from 
which to develop lower level models of business processes. This Architecture classifies 
business process as Manage, Operate and Support Processes (Figure 1). Within this 
architecture HRM is classified as a support processes (Support Personnel) together with other 
support processes. 
 
For the reasons discussed above, the researchers decided to adopt a Business Process 
viewpoint to develop a Systems Model of HRM. The assumptions of this research are: 
 
• HRM is a support process 
 
• HRM Process contributes to business objectives and strategy by providing HRM and 
HRD (Human Resource Development) support to all other processes. Therefore, it is 
a supplier to all other business processes.  
 
4.3. PROCESS MODELLING 
 
According to ISO 14258 Process Model can be used to define the following: 
 
1) “What” activities - concerned with conceptualising Business and HRM goals and 
requirements 
 
2) “How” activities - concerned with determining how HRM goals and requirements can be 
met 
 
3) “Do” activities – concerned with application within the context of business and HRM 
requirements and goals 
Ball’s [31] Classification of Modelling Methodologies illustrated in Figure 6.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Modeling 
Methodologies 
General 
System 
Modeling 
Methodologies 
1. SSADM 
2. SADT
Functional 
Modeling 
1. IDEF0 
2. IDEF3 
Information 
 Modeling 
1. DFD 
2. ERM 
3. IDEF1& 
      IDEF1x 
Dynamic 
Modeling 
Methodologies
1. IDEF2 
2. Petre-Nets
3. RAD 
Enterprise 
Modeling 
Frameworks 
1. CIMOSA 
Figure 6. Ball’s Classification of Modelling Methodologies 
 
The IDEF (Integrated Computer Aided Manufacturing Definition) method was developed by 
the US Air Force some 20 years ago as a complete systems modelling methodology. This 
method contains more than one technique. Starting from IDEF0 to IDEF5.  www. Idef.com 
web page provides more detailed information about IDEF family. IDEF0 is a method 
designed to model decisions, actions and activities of an organization or system. IDEF0 was 
derived from well-established graphical language, the Structured Analysis and Design 
Technique (SADT). IDEF0 is useful for establishing the scope of analysis, especially for a 
functional analysis. It is a top-down hierarchical method, which provides a description of 
functions and processes.  
 
As the objectives of the research were to develop a complete process model for the HRM 
process, it was decided that in the first instance to develop a functional model using the well-
known and broadly accepted IDEF0 technique.  
 
5. EVOLUTION OF THE HRM BUSINESS PROCESS MODEL 
The business process architecture developed in Figure 1 was adopted to provide the 
foundations and contextual fabric for the HRM process model. This led us to adopt the 
following view points:  
 
• HRM process is a support process. It exists to support all other processes within the 
organisation. Therefore, all other processes are customers of the HRM business processes. 
• The HRM process, in supporting its customers, must ensure that it maximises its 
contribution to the overall business objectives and strategy. 
• Like any other business process, the HRM process is continuous, in line with Deming’s 
PDCA (Plan, Do, Check and Act) cycle to continuous planing and improvement. 
Therefore, the HRM process should consist of the following sub- processes which make 
up the continuous cycle. 
 
• Plan (Re-plan) HRM Strategy 
• Implement HRM Strategy 
• Monitor Impact on Business Results 
The first version of the model was initially developed following an extensive literature survey 
in the field of HRM. Validation of the model has involved several companies in the UK. The 
first version of the model was validated through a questionnaire which was sent to more than 
fifty companies. Fourteen responses were received. According to their comments and 
recommendations a second version of the model was developed.  
 
Table 6. Validation results for version 1 of the HRM business process model. 
Company Code 1 2 3 4 5 6 7 8 9 10 11 12 13 14 
Do you agree that the “HRM 
Process Model” should exist 
in an organisation?  
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
~
 
9
 
9 
 
~ 
 
9 
 
9 
Should the activities included 
in the process model be part 
of the HRM process? 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
~
 
9
 
9 
 
~ 
 
9 
 
9 
Do you agree that the model 
is complete? 
 
 
9
 
 
~
 
X
 
 
9
 
 
9
 
 
X
 
 
9
 
 
9
 
 
X
 
9
 
 
9 
 
9 
 
 
~ 
 
X 
Do you agree with the 
classification of activities? 
 
 
9
 
~
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
 
9
 
~
 
9 
 
9 
 
 
9 
 
9 
Do you agree with the title of 
each activity?  
 
 
9
 
X
 
9
 
 
9
 
 
9
 
 
9
 
 
~
 
9
 
 
~
 
X
 
9 
 
9 
 
 
9 
 
9 
Do these activities exist in 
your organisation? 
 
 

 
~
 

 

 

 
9
 
 
9
 
9
 
 

 

 
 
 
~ 
 
9 
 
9 
Are these activities formal 
activities in your 
organisation? 
 
 

 
~
 

 

 

 
9
 
 

 

 

 
~
 
 
 
~ 
 
9 
 
 
               
YES : 9 NO : X  Some and Most of them :      No Comment : ~ 
 
The second version of the model has been validated by eight academics. The questions posed, 
and the results for each case, are summarised in Tables 6 and 7.     
 
Table 7. Validation results for version 2 of the HRM business process model. 
 
 1 2 3 4 5 6 7 8 
It is a System Model X 9 9 X 9 9 9 X 
It is a Normative Model 9 9 9 9 9 X 9 X 
It is complete X X X X X 9 X X 
 
 
 
 
 
6. DESCRIPTION OF HRM BUSINESS PROCESS MODEL  
 
The Human Resources Management Process model consists of three sub-processes: 
 
• Make HRM Strategy  
• Implement HRM Strategy 
• Monitor Impact on Business Results 
 
Each of these sub-processes consists of a number of activities. Figure 8 and Figure 9 show 
first and second versions of Human Resources Process Models developed in a schematic 
format. Figure 10 illustrates version 2 of the HRM Business Process in an IDEF0 format. The 
following paragraphs provide an explanation of the model. 
 
• Make HRM Strategy  uses business strategy and objectives and requirements of key business 
processes to formulate an integrated HRM (Human Resource Management) strategy by setting 
objectives, establishing current capabilities, negotiating appropriate budgets for realistic 
implementation of the plan and setting HR policies. 
 
• Set Objective activity interprets business strategy and objectives and requirements 
of other key business processes to HRM requirements and objectives. 
 
• Establish Current Capability activity establishes the current HR capability within 
business and it’s key processes to meet the set objectives.  
 
• Plan activity develops a plan, including budgets, which define courses of action 
the business is going to adopt to build upon its current capabilities and develop its 
HR’s in line with the stated HR objectives and requirements. 
 
• Negotiate Budget  activity uses requirements of the plan to negotiate for financial 
resources which will lead to successful implementation of HRM strategy. 
 
• Set HR Policies activity set up types of compensation, staffing methods, appraisal 
methods, form of training and development, and working condition for relevant 
strategic needs. 
 
• Implement HRM Strategy  sub-process implements the HR strategy by controlling HR 
planning, monitoring, utilizing, recruiting, assessing and selecting the right people in order 
to develop train and educate them. This is performed by managing HR performance 
through, review and appraisal. This will result in redeployment of the Human Resources.  
 
• Control HR to make sure that Human Resources are planned, correctly applied 
and monitored in accordance with the objectives and requirements of the 
organisation. 
 
• Recruit  activity is concerned with bringing in Human Resources (HR)  positions 
in line with its HR requirements from internal or external sources. 
 
• Train, Educate, Develop  activity is concerned with upgrading existing people 
capabilities within the business in line with it’s Human Resources objectives. 
 
• Manage HR Performance  activity is concerned with setting targets for 
individuals, monitoring progress against the targets and identifying necessary 
training, education and development needs as well as deciding reward and 
discipline action. 
 
• Manage Redeployment This activity having identified a deficiency in a job 
position which cannot be rectified through training, education or development, is 
concerned with redeployment of the current job holder within or without the 
organisation.  
 
• Negotiation for Working Condition activity concerns requirement of people and 
capacity of business. It is related with HR policies and HR Plan (people terms and 
conditions.) 
 
• Monitor Impact On Business Result This sub-process monitors the impact of the HRM 
process on business performance through monitoring it’s contribution to the business 
strategy and objectives and other key business processes. 
 
• Monitor Impact On Business Strategy This activity monitors the impact of the 
HR strategy on business strategy as well as business performance 
 
• Monitor Impact On People Satisfaction This activity is concerned with 
establishing how well the business satisfies it’s employees. 
 
• Monitor Impact On Manage Process This activity is concerned with monitoring 
how well the HRM strategy and it’s implementation is satisfying the requirements 
of manage processes. Manage processes formulates strategy and sets the direction 
for the whole business. 
 
• Monitor Impact On Operate Process This activity is concerned with monitoring 
how well the HRM strategy and its implementation is satisfying the requirements 
of operate processes. Operate processes consist of Get Order, Develop Product, 
Fulfil Order, Support Product. 
 
• Monitor Impact On Support Process This activity is concerned with monitoring 
how well the HRM strategy and its implementation is satisfying the requirements 
of support processes. The support processes include financial, IT, enable to the 
operate process function. 
 
7. CONCLUSIONS 
 
This paper demonstrated the current level of confusion over HRM models, it then goes on to 
analyse different types of HRM models and it identifies the need for more formal modelling 
methodologies to develop a less ambiguous model for HRM practices based on systems 
engineering principles. Having analysed various aspects of systems engineering, it was 
deemed appropriate to take business process based approach to HRM using Hard Systems 
modelling methodologies (i.e. IDEF0). A model for HRM business process has been created 
based on information available in the literature. This model was further developed based on 
responses received from industrialis and academics. 
 
Through the two-stage validation process the paper demonstrated that whilst from an 
industrial perspective UK industrialis agree with the scope and completeness of the model, 
academics seems to disagree. Although, there is disagreement over the completeness of the 
model, the fact that most of the respondents agree that the model presented is a systems model 
and it is normative. One may conclude that the model is clear, understandable and 
unambiguous. Also that research adaptation for a systems approach to HRM is successful. 
These results support Systems Approach, which is based on Systems Engineering principles, 
which clarify any ambiguity that arises. 
 
A common comment is that the model is not yet complete. There are varying points of view 
regarding this, as illustrated through the following statements from various scholars, which 
also serve to demonstrate the diversity of opinions within the field.   
 
“Excellent! Very thorough, systematic, and reflective of the field today, especially in linking 
HRM with the larger environment, both inside the organisation as well as outside.”  (HRM 
Academic)  
 
“I think that you are investigating something very worthwhile” (HRM Academic). 
 
 “It is very comprehensive” (HRM Academic). 
 
“Only an Engineer could have come up with this” (HRM Academic). 
 
“Needs some industrial strength testing” (BPR Academic) 
 
The HRM Process model presented in this paper illustrates HRM as a business process. This 
model seeks to develop a better understanding of the Human Resources Management and 
integrates HRM and business strategy.  
 
This model represents a hard systems model of the Human Resource Management Process, 
which is intended to be a Normative Model outlining the key activities, and information flows 
that should exist with business.  
 
In this context, the research presented in this paper contributes to the field by attempting to 
develop a business process model for HRM using systems engineering principles. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 7. First Version of HRM Process Model 
 
 
 
 
 
Figure 8. Second Version of HRM Process Model 
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